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NASA S1’ACI! 01’ERAT1ONS MA NA(;lCME:N’I’ OIITICIC -- AN AGltNCJ7 W] 1)1+;  A1’PROACI  1
‘1’0 RICDIJCI 01’lLRA’I’IONS COSTS.

Abst racl

NASA has rcccnt]y  cbangc{l  tbc operations
mana{!cmcmt  prowsscs,  tral)siticminp,  from a
discipline and NASA ccntcr-basccl  appmacb to
an aj;cacy wick approach. 1 iacb NASA ccntcr
owr the last 30 years has ckvclopcd  operational
approacks  and capabilities that have some
clc~ycc  of claplicit  y and ovcr]ap.  ‘1’bc ncmly
crcatcd Spat.c Opcraticms  Management office
localcd  at tbc Johnson Space [;cntcr  and beaded
l)J tl)c  NASA l)ircctor of Space opcratiom.
‘1’his  nclv orgauiz.atioa  will minimi7,c  tbc duplicity
and overlap of functions thus cnabliap}  mwc cost
cfrcctivc  mission opcratioas  by providing
comlmn scrviccs to the NASA pro~,rams,

Space operations Mana.gcmcat  is performed in a
distributed fashion and place mm iwolvcmcnt
al)cl rcsponsibili(y OH a contractor- than in Ibc
past, A sing,lc  space operations cent lactor for
NASA will bc sclcctcd  as opposed to many
ccm!racis  with tens of contractors, ‘lhis
coatraclor will bc sclcctcd  and in place during,
fiscal year 1998, “1’hc contract will bc a scrvicc
contract and bc performance based,

‘1 ‘lc Space opcrat ions Mana.gcmcnt  offlcc
Org,anizatioas  will bc dcscribcd alony,  with the
responsibilities assi~ncd  to Ibis office, ‘1’hc roles
for the gowrnmcnt and for the contractor will bc
discussed,

@ 1996 by the ]a[craatioatil  Astronautical Fcdcratioa.  All rights rcscrvcd
*1)211:1 Scr\,iccs Mallagcr,  Space C)pcralioas Mana~cmcal  OrrlC’c
i l)ircc[or,  Space opcratioas,  Space (lpcra[icms  Managcmcal  office
~ l)ircclor,  q’clccol~]l))lll~ica[iol~s aad Mission Opcra[ioas I)ircctoraic



“1 ‘his papcx will ctcscribc the changes, approach
and aaticipatcxt  bcncflls of this ncxv approach to
opxat ions.

llack~mmd

orgallizatioas anct organizational pmccsscs  arc
ollci)  basccl cm h i s to ry  and past  cxpcricaccs.
N A S A  i s  no cxccption, ‘Ihc opcraticmal
orgaai7.atioas and pmccsscs pcrtaiaiap,  to
opcratiom have not significantly cbangcd during
tbc pas[ ?O years . 1 ‘hc lat roduct  ion of nc\v
twhlology  and tbc dcvclopmcnt  of capability in
tbc commwial sector has not altcrcct  NASA’s
basic a p p r o a c h  10 opcratiom, “1’his p a p e r
clcscribcs the NASA operations organization and
proccsscs that have rcccntly bcca put in place.
‘1’o uadctstand tbc significance, a fcw \vords
dcscribinp,  tbc attributes of tbc NASA operations

[. [

IA}:’I  II O1}l(’ 1,. SI)A(  I,,

‘ - - - 1  [.”-”--l

l’1. ANI.I Al{l’
S[,  II,,  N(.1, (’(lhJh411Nl(’A’l  IONS S(”llt  N(’ti

““-1

I (ON I R(] I

(’ml 14,1{s

1

i

1

“1~.

I
I I ---- ..”(;(l  I) I) AI{I)

SI’A(II,}I,  I(; III
I (’1iN’1 1.1;

I

r

[ -.

}’1{OI’III, SION”
LAIIO1<A’I  01<%

proccsscs and organization that prcccdcct  tbc
currcat  a]~]~roacll  arc]]cccssary.

‘1’hcl-c  has bcca an ali.gnmcat bctwcca N A S A
IIcaclqaattcrs  and tbc N A S A  Ccatcrs  / J e t
l’repulsion l,aboratory(JPl,)  which rcwltccl  in a
Ccmtcr pcrfomiap, operational functions fix’
p]imarily  onc N A S A  IIcaclquarlcis  office or
I)iscipliac. ‘1’hus  tbc Office of Space Scicacc
that il~cllldcs  tl]cplallctary  ]~rogtat~l ~vatcbcs owr
J1’1,, tbc Office of Space l;ligl]t  watches owr
both Johmoa and Marshall and tbc Office of
hlission to l’lanct  watches over Goddard. ‘1’hc
Officcof Spacc(:ommut]ications funds  tllc Dccp
Spacc Nctworkat  Jl)l,, tllcl,o\\liartll  Nctwmks
at Goddarcl  and the Wide Area Nctwwks at
h4arsba11. la actclitioa  tbc Office of Space
(:ol]ll]l~lllicatic)lls  funds  t h e  M i s s i o n  (oatrol
Ccatm ancl capahilitics  a t  (ioddard whi]c tllc
Office of Space Scicncc funds t h e  Sanlc
capahilitics  for p]anctary exploration at Jl]l..
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IUguml Alignment llctwcen NASA llcadqliarte]”s  ai~d(:et~ters
pl”ob]cms. ‘1’hcsc alignments bavc

‘1’l~cscalip,tll]]ct~ts  have resulted in similar rcsultcct  in cacllcclltcr lla~’ii]~o]]c  orlllorc—
ca]~al~ilitics  l>cii~gdc~lclo}~cd  and opcratcct contracts  to support tbc Ctcvclopmcnt,
at ctifhmt ccntcrs. ‘J’hc very nature of sustaining and opcl-ations  of capabilities
tbc organizational approach did not fostc] to support tbc NASA missions. ‘1 his
N A S A  wictc so lu t i ons  t o  COmINOII organizat ional  aligmncmt  is SI1OVW in
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]@wc  ] N A S A  (hltCIS, CXCC~t for
Kcmccty S p a c e  Ccatcr arc al l  callcct
Space Flight  (;cntcm,  indicating a stand
alcmc capability. ‘1’his  is inctccct hmv they
w’crc established in the early days of
N A S A  whca space. flight was not
common, nor ctcmc commcmially.
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= > l)hasin~~,  (:ivil  Scrvicc and JI’1,  staff
out of rcmtiac operations.

:> JS(: being clcsignatccl  the lead
Ccntw

lcct to NASA assigning to JS(: the iask
of lcactiag  a study  to evaluate the
fcasit}ility  of implcmcatiw  tl~c
contractor’s su~!gcstions

I k:ch of the four ccntcrs is staffccl  with a
ccmbinat  ion of Govcmncnt  1 hployccs
((;ivil  S e r v a n t s )  o r  Jl)l, s t a f f  and
ccmlractors,  SOmc ofthc  contractors have
contracts at more than mc ccntcr, and in
Solnc c.ascs ctac to ccntcr i n t e r n a l
or{:ani7atiolJs,  nmrc than cmc contract  at
the same ccntcr. la 1995 several of the
contractors apprmchcct NASA and
sLIg:~,cslcd  that by consolidating contracts.
and changing the contractin{l  approach
from sapporl  contracts to performance
bascct task contracts ,  M s a v i n g s
apprcmhing,  sigyif’leant savings could bc
real i 7cct. “1’hcsc  savings can assist in
mcctia~ Ihc buctgct rcctuction  goals t h a t
NASA has acccptcct  in rcsponcling, to a
ba]aacccl national lmctgct, and at the same
time, atlctllj>titlg  tolllailltaill  alla~t~rcssivc
space program,

While this discussion was taking p]acc,  an
Ap,cncy midc review had been hclcl by a
board ofcxpcrts both insictc  and outsictc
NASA, ‘1’his lloarci  was callccl  the Y,cro
llascct  Review (Z13R). ‘1’his  rcvicwmactc
]-ccolllll]ci]datio]ls  rc]ativc  to rcctucin:! the
overlap llct\vccn  ccmtcrs,  rcctuciagtlm  si7.c
of the agency and focusiag  the role of
each Cclltcl. ‘1 ‘Ilc primary
rccommcnctation relative to NASA
operations was that the Civil Scrvicc and
J1’1,  s t a f f  shoalct  n o t  bc invo]vccl  i n
rout inc opcratiom, Another
l-cco]~~]llcl]datio]~ was that the Johnson
Space Center (J SC) bc dcsigaatcct  the lcacl
ccntcr for N A S A  S p a c e  Opcratioas.
‘1’hcsc Cvcats;

: :~thc cent]-actom s~]g,p)cstion that
significant saving,s could bc
rcalizcct  by combining, contracts
and changingtl]c contract types

St acty Process Aacl Rccommcactat  ion

Atcam composcxl  ofmcmbcrs  f’rcm each
of the NASA Centers involvcci in
c~pcraticms aact J])], w a s  formccl. ‘1’his
team confirmcct that savings could bc
achicvccl  by ccmolictatias  c o n t r a c t s ,
hcnvcvcr,  no specific amoant  of savings
ccmlcl bc cstimatcct. ‘1’hc  contractors
iai[ial  suggestion of significant savings,
clicl not specify a baseline to which the
savin?,s  woulcl bc applied, Durinp,  the
same time pcrioct,  each ofthc  ccntcrs had
lwcn p,oing throap,h rcp]anninfl  cxcrciscs
to rcdacc staff and costs at the ccntcrs.
NASA cymations  rclat~d budgets WCIC
undergoing significant rcctucticms,  la
many cases, the mtucticms  in oat year
flmclinp,  were acccptccl  lvith only a general
]~l:il]ora[>]~rc~acl~  dcfincd  that cnablcctthc
operations functions could bc pc[-formed
for the ag,rccd upon budyls,

‘1’hc team soon fowcl that tllcy could
cliscuss  opcratioas  ia a way that each
iadcpcadcnt member understood
(CNNI]1OH terms \YcrG ctcfiacd  as each
clcscribcd what opcrat  ions and
dcwclopmcnt flmctiom  were performed at
each ccntcr.  ‘1’hc team soon unctcrstood
that there were:
:>

:>

(hious  areas of duplication bctwcca
ccntcrs.
h4ally  ccmmcm approaches
Several areas where each of the
ccatcls w a s  undcrgoint{  t]-ansiticms
from maiaframc bascxt  s y s t e m s  10
work statioa  basccl  systcm.
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‘lhc team built up trust  in cacb otlm,  and
bccaw convinced that there was smm
nwit in forming a common approach to
operations across  NASA. ‘1’1)1]s,  in a fcw
Shm ( months, a  group o f  about 15
individuals from GSFT,  JP1,, JS(; aacl
MSI;(;  fomcd  what was to bccomc the
nucleus of a ncw NASA Opcratims
0rgani7.ation.

‘1 ‘IIG tcallls  ‘ rcporl  to t h e  N A S A
Acilniaistrator  rccommcncicxi  that:

1,

2.

A fall  time transition team
should  bc cstablishui  uadcr
the lcacicrship  ofaa acting
Space Opcmticms  JJunctimal
Manager. “1’his transition
team was ckallcngtcl  to
Cimlop mcthocis  of
slrcamlilliag  and cmsoliciatiag,
opcratiom scrvicm across the
agcmy and transition
opcratiolla]  functions to
private inciastry  Jvhcrcvcr
appropriate c.
An i]]”ll>lc]]lclltatio]l tcal~l
should  bc cstablishccl  to
initiate co[lllllcrcializatio]l  of
the Wide Area Networks,

~1’llc Space opctations  Manag,mcat
.Ofll cc

‘1’hc rcco!llillcl]datiolis  made in tllc stLldy
phase rcsa]tcci  in NASA dcfiaing,  a nmv
agymcy function  to ovcrscc and manage al I
Opclations activities. (1’his ap,cncy
f~]llction  is tl]c  first agcmcy function  to [x
mmwi flom N A S A  1  Icaciquartm in
Washington 1).(1. to a NASA fmlci
ccnkx.) The Jolmsmi  Space (;cnlcr (J S(I)
\vas cicsig,natcd as the space operations
lead c.enter. The Space Operations
Maaapjcuwat  Office is the l~unctional
managx  fo]- space operations and fol-
spacc operations facilities and systems
that inchldc:

>> World wide space networks
>> Mission and mtwork control

facilities

}> Mission control facilities
))l)ata  proccssiig  and plannitll;
S)’stems
)) ’1 ’clcco]l]]]llllli  catiol]s  Systems.

‘1 ‘hc ma,jor  near term task for this ncw
organization is to consolidate all oftlw
misting opcratiom contracts at J})l,,
(iSIW, JS(; and MSl:(~ rclatiag  to
robotics and facility opcratioas,  into a
siaglc (;oaso]idatcd  Space operations
(Iontract  ((~SO(I). in aclditionj  SOM() is
rcquircci to advise. the 1 lcadquarlcm
Offices that fund NASA Opwations on
the acquisition ofncw space Operations
facilities and systms. ‘1’hc 1)S()
approval is rcqa ircd m all major
operations mlatui acquisitions.

Guiciancc  to the SOM() is providcci  by a
NASA operations c.ouncii. ‘1’i]is  council
is ci~aircd by the Associated l)cputy
A(iministrator  (tccimicai),  who rcporls  to
the NASA Administrator ‘1’i~c
mcmbcrsi~ip  ofthc  councii  is composed of
tllc

))

))

>)

F’iw NASA 1 Icadquarkm
[)fficc  Associate
Administrators,
(llicf information offlccr
I)irwlor,  space opcl-ations

Starting  in Scptcmbcr  1997 projects and
SOM() \\’iii agrw  on the scrviccs aaci ti]c
price for ti]csc  swims that \\’iii  bc
pmvidcci by SOMO to the pmjcct.  ‘1 ‘hcsc
agrcmcnts  arc calicci Pmjcct  %rvicc
1 WC] Agmmwts,  This is a sigaificallt
c%anp,c from the. current process of
prcwiding the scrviccs at no cost to the
projccl, ‘1’hc NASA 1 ]cadquarlcrs
Ofllxs wili aiiocatc  funding for time
SC] vices to the l)irwtor,  Space
Opcratiom.

~1’ilc 0rgani7.atioa

‘1’IK distributui Space Operations
hlanagcmcnt office  mgaaization  i s
shown bclmv. ‘1’hc ti~rcc boxes abow  the
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horima[al line arc tbc functions that atc n-main at the (katcrs and assigacct  to the
pcrformcci by staff members assigacct  to ccntcrs a s shown by t h e  vcrlical
JS(I, ‘1’hose boxes bclcnv tbc horizontal aligmncnts.
line arc rcspcmivc to tbc SOMO staff but
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‘1’hc  SOM() staff  reporting to J S(; haw ‘1’hc (;omtnitmcn(s  aacl Mission Scwiccs
three primary rcspcmsibilitics, Manag,cr is rcspoasib]c  for the process

that rcsu]ts  in mc m more comtnitmcats
‘1 hC Space  opera t ions  Maaagcmcnl bcia:, macic bctlvcca  SOM() ami a space
ofl~cc is responsible for the systcm pmjccl, ‘1’hcsc commitmcats  w i l l  cicfiac
ca~{inccriag,  of the NASA opcratioas tlw total set of scrviccs that arc to bc
assets, and t h e  Inanagcmcnt of the }>rc)\idcdt  ~ySOMOt  otllcl}rojcct,  l’hcsc
(~cmsoliciatcx] Opcrat ions (kmtract sci viecs inclucic  both Mission Scxvicxs  --
((~S(X;). This co]dractor  will support valac addccl proccssiag  t o  spacccrail,
cacb of the four cmtcrs an(i t h u s  oac ixt)loaci  or mciiomctric  data, and I)ata
ca[ity  wiii bavc Ibc visibility of common Scrviccs, the ciclivcry  ofctata traasmittcci
pmccxscs that take i~lacc at each of tiw i~clivcca  space vcbiclc  and a  con t ro l
ccalcrs.  It is tl]roagh tile combination of CCt)tcr or a user location ‘1’hc
tbc SOMO organiziltio]]  looking across chal-aclcristics  of tilcsc  scrviccs sac])  a s
tilccwtcrs and the (1S0[; looking acl-oss quantity, quality, ccmtinuity  and Iatcncy
the ccntcrs that NASA \viii  chang,c the arc spccif]cci  along: with tbc cost for these
aiqwoach t o  opc)atioas witilia  t h e scr vices, ‘1’ilc acktcct ctimcnsion  o f
Agency, i)mviciiap,  iaa commitmcat  ciocamcat,  the

clmi-gc  for providing tbcsc scrviccs is nc~i
toti~cA~lcacy,  It] thcpas(,  manyoftilcsc
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scrvicm haw bcxm pmvidcd to a project
‘L frcc,” ‘1’bc scrvicm  V’CICfLlldCd  Unclct’ a

separate budsct by the Office of Space
(;olllllllll]icatiolls. ‘l-his baclp,ct  was to
provide “ncccssary  scrviccs” to the flight
projcc{s, As ~vitll any commodity,  the
plojccts  tcnclcd tcI USC tbc “free scrvicc” to
1OI$’CI’  t h e c o s t s  that pmjccls \vcl”c
rcspcmsiblc  for such as the dcsiga aacl
dcvck)pmcnt of t h e  spacccrafi ancl
payload. ‘1’hc  (kmmitmcnts  and ]Mta
Scrviccs Maaagcr ((;&MSM) i s  a l s o
rcspmlsib]c  fol- the clcsign, cicvclopmcat,
sustaining and operation of the Mission
Scwiccs that include coatl-o]  ccatcrs,
orbit dctcmiaaticrn, schcda Iiag,,
scqacncing  aad platlniag  swcms  and data
pmccssing. Again, -fol the first  t ime
NASA has mcatcd a positio]]  that looks at
these sciviccs across the ap,cacv as
opposed to a ccntcr view of these
p]occsscs.

‘1’k l)ala Scrviccs Maaagcr (DSh4) i s
wspcmsiblc  for the rcccpticm  and delivery
of data transmitted from a spacccraf[  to a
control ccntcr or a user location. Assets
~vhicb  NASA has for these scrviccs
iacludc the I)ccp Space NctIvork  (I)SN),
tllc l o w  ltatlh (h bit (1,1X))  nctworlw,
IJata Relay Satellite Syslcm  (1’I)RSS)
and tbc Ground Nct\vork and the \Vidc
Area Networks,  “I’ogctl]cr  tllcsc]lct~tc)tks
rccciw data from satellites, transmit
commands and iaforlnatioa to the
satellites (l)SN and 1,1{0 Nctwol-ks) and
clclivcr  the data bctwcca tbc control ccnic]
or user and tllc tracking assets (WAN).
‘1’hc Ground Nctwmk is used primarily to
rmcivc  high r:itcscicacc  data (Ioto  ]00’s

of megabits pcr s e c o n d )  from 1,1X)
satellites. la most  cases tlmc I,IK)
satellites usc the I’J)RSS  for “J’’l’&C.

Jlotb  t h e  J)SM and tk C&MSM  J]avc
i n d i v i d u a l s  a t  cad] of thc ccntcrs

rcpor[inp,  to thcm, It is this ‘team’ that
will bc cbangingt  tlw NASA approach to
opcmtions.

‘IIC Space operations Management
orgaaizatioa  then has the following
attributes

1,

?,

3,

4,

5,

6.

7.

8.

.Jolmson Space Center has been
clclcgat cd the Icad ccnkx f o r
opcrat  ions.
‘J’hc Space operations Maaagcmcat
Office, at JS(~, has bcca cstablisbcd
to administer this responsibility.
“1’hc office utilizes the cxpcrlisc  of
individaalsaaci  organizations Iocatcd
at the Centers, it will not bccomc a
umtralizccl  office that performs all
opcratioa  fanctions  at Johnson.
‘1’his  organization charl sho~vs this
relationship of the ccntcr roles with
respect to the SOM(),
I’bc functions performed by the
IIcadquartcrs O f f i c e  o f  S p a t . c
(~ollllllllllicatiolls  wil l ,  in a lar.gc
mcasarc,  bc rwassigacd  t o  GSJW,
h4SJ/(1,  JS(~ and JJ’1,.
‘J’hc SOM() will bc itwolvcd  in the
approving,:
T > NCJY dcvclopmcnt  initiatives
= ? ‘J’hc rcvic~i and approval of nc~v

customer a~:rccmcnts
: ? ‘1’hc NASA opcrat  ions

arch itcctarc
‘1’hc execution of space mission
opcrat  ions wi I I rcmaia the
rcsponsibi]ity of the NASA l]rogram
and l)rojcct  Ofllccs, ‘J’IIus  thC

SOMO will provide scrviccs to a
project likcllST 01- Cassini, hut the
projccl lvilt  bc responsible for the
cxccatioa  and the condact  of the
mission.
All ncw operations facilities and
capabilities will bc rcvicwcd  and
concmr]cd  \vitl)  by the SOMO. If a
capability i s  nccclcd a t  J1’1,, and
rcsoarccs  e x i s t  a t  GSIi(;, thca
SOMO I~rill rccommcnd t o  t h e
rcqucstiag  IJcadqaarlcrs Oftlcc  that
the cxistinu capability bc utilizccl.

,Six (;on)IJoncnts  of tJw AICW. .—.
&proach



For ibis  IKW coaccj)l to lvork,  SOMO
must work wit]]  Ibc NASA 1 lcaciqaartcm
of f ices  -  SOM() is not cmpowmd  to
dictate what the ofiiccs  do ill ti]c  area of
opxaticms,  ‘1’bus, tbc I)ircctoI-  of Space
opcratiom  d o t s  ml rcjm[  to a siap,lc
NASA Off ice .  “1’bc  1)S0  rcpmls  to a
Spat.c opcnlions  (Iouncil.
‘1’bis  (;ouncil is cbaircd by the Assistant
A d m i n i s t r a t o r  -  I’ccbnicai  and is
composcci  o f  t h e  5  N A S A  o f f i c e
Administrators  il~volvcci  with space
opcratiol~s,  the NASA (Ihicf lnformatioa
officer and the 1)S0. If a NASA
1 lcadcluarlcrs  Office wants to sapport tbc
crcaticm  of a ncw capability or wants to
select a costly way o f  acbicvinp,
rcqaimwnts,  tbcsc rcc{)ll)l~lclldatiolls  will
have to bc jastificxl  to his peers. It is no
lonflcr  a unilatcra] dccisicm,

‘1’bc Sccollct  Compollcnl  of tbc I)C\\’
appmacb i s  for tbc ccatcrs  and J])], to
lvork together, to ictcntify rudandancy and
ovcdap and eliminate daplicativc
implcmcntat  ions. l~or cxmnp]c  tbc
cxpcr(isc fol- the trajectory dcsiga and
deep space collllllllllicatiol~s,  resides at
JI)l,,  Wbca NASA sends humans to h4ars
JS(; will rely cm this  cxpcr(isc and JPI
will bc an iatcgral  par{ of this initiatiw
wbcn it takes place. “1’bc ccntcrs will bc
changing from inward looking, to looking
across NASA, Why ctocs cacb (~cntcr
bavc a scbcdaling  systun? Wbicb is the
best? (~aa they bc combined? If NASA
needs two scbcdaling  systems, SOM()
will bc ab]c to articulate why tbcrc arc
Iwo. I have seen tbcsc types of cbnap,cx
t a k e  plaw  durins tbc l a s t  }car, and
prcdicl that in today’s badgct
environment it will continac.

‘1’bc  third component of the ncxv appmacb
is tbc cxtcmsivc  usc of contractors, to
proviclc  tbcsc olmat  ional scrviccs.
NASA is moving a~vay from tbc usc of
(;ivil Scrvicc and J])l, staff for t]IC rolltit)c
provision of operational scrviccs. SOMO

7
is in tbc process of writing an Rl; l) for
what is tcmcd  a (kmscdidatcd  S p a c e
opcratioas  [onlractor  (( XO(;),  N A S A
camntly has on tbc order of a doz.cn or
mcwc coa[ractors,  at tbc fear (;cntcrs,  thai
pmvidc operational support  to tbc ccntcrs.
often, a ccntcr bo]cls several different
mat  racts, scmc with tbc same coat raclor.
“1’hc (; S()(; will bc an a g e n c y  w i d e
contract, that will sapport Goddard, JI’I,,
h4arsl~all  ancl Jobnscm.  ‘ll]c  contract will
bc actministmxt  by Jolmson,  ba[ cacb
cent cr ~vill bavc the ability for technical
dinxtion and pcrformaacc asscssmcat.  II]
simple terms SOMO is replacing a dozen
or so unique contracts, and tbc associated
1<171)  gcncl-ation, S1H3 select ion and
(ontrac,t Management, with a si@c RVI’,
S1;1] and [;ontract Administration
])mccss.  ‘Il]c (Iivil Servant and JP1, staff
~vill “disengaged” f rom tbc ctircction  of
this contractor. A performance basccl
c o n t r a c t  w i l l  bc issacd,  wbcrc t b c
g,ovummcnt  wills tatcwd~at  istobc  done,
but not statcbotvto  do it, “1’hcccmtl-actol
will bc cvalaatcd  ancl rewarded for 11OIY
lvcll  tbc “~vhat’s” arc accompl isbcd  and
for being cost cfficiclll.

‘1’bc fourlh  compommt  p r o v i d e s  tbc
contractor with inccat ivcs to
commercialize fllnct  ions ~ihcrwcr

possible. ‘1’has  the contractor -- and thus

NASA -- is a procarcr of commercial
scrviccs, not t h e  owmcr of govcmmcnt
networks and fac.ilitics,  where there is
commercial viability, An cxamp]c of this
usc of ccmuwrcializcd  scrvic.cs  is tbc plan
to move alvay from the Govcmmcnt
(hvncd,  (iovcrnmcnt  Operated NAS(OM
nc[wwk. NASA lvill  transition to an 11)
ne twork ,  p rov ided  by onc or more
commercial carriers, cnab]cd  tbroag)j
~vbat is called l:’l’S .20[)().  This transition
sk)a M bc complctc by Ott obcr of 1997.
Anotbct  cxamp]c  is that SOM() is ]ookinp,
a t  cot~l]]lclcializ.itlg  t b c  1,Iio Groaad
Network  and procariap,  ground nclwork
capabilities from indastry.
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‘1’k fifth compcmm  i s  tl:c plaa to CIltCI-

iato full cos[ accounting, ‘J’his  means lhat
a prc~lcc( will have to pay for the scrviccs
that it rcquiws  and negotiates. la tllc
world of operations, this means that
SOMO will charge fligl~t  projects and
prof,rams for tracking tire, for the
providing, of multi-mission scrviccs,  for
tlw building of control ccntcts,  ctc, ‘1’hus
il w i l l  fiaal]y bc possib]c  t o  m a k e
caginccring  and lnanagcmcnt  dccisioas,
based on life cyc]c costs, Onc can
dctcrminc if it is cost cflcctivc  to put an
o n - b o a r d  s o l i d  s[atc  rccordcr oato a
spacccmft,  rather than requite continuous
tracking to wcovcr the scicatific  data.
‘1’oclay,  siacc tmckiag rcsoutccs  arc f r e e
to the p]ojcct,  projects Oflcll rcchlcc the
spacecraft costs by placing significant
and costly  rcqaircnicnls  on Ihc I)SN, S N
01 GN assets of NASA, lixamp]cs  of
rccmt spacecraft that have clcctcc]  to
have no on-board storage, thus rcquiria[{
coatinaoas or nearly continuous tracking
arc:
= > A  l)iscovcry [Ilass l’~-ojcct ca]lcd

1 mnar l’]-ospcctc)f-
I > An I;SA project, the ]nfrarccl Space

obscwatory (1 S()).

‘Ihc sixth compommt  cnab]cs  lhc S p a c e
operations Manage.tncnt offic.c, to have a
voice in the sclcctioa of nc\Y missioas.
SOMO Jvill  cvaluaic  and proviclc
col)lmcnts  to the NASA 1 lcadquartcrs
Officxs rclaiivc t o the opcraticms
statements in aa Amlounccmcat  o f
opportunity, ‘1’hca a similar fuactioa ill
providing), comlllcnts rcga rdi ng the
opcl-abitily  of proposals to responding to
the Rfil’,  “1’hc intcat  of this suppor(, is to
assist tlwm in knoiving,  prior to sclcctioa.
potcatial  cost drivers in the operations
area. ‘1’hus  opcratioas  will bc evaluated
just as scicatists  evaluate the scicatific
merit of the proposal, and spacecraft
dcsi[yws.  evaluate the feasibility of the
technical dcsiga ofthc  proposal,

What role wil l  SOM[) have  wi th
standards? ‘1’hc ability to loffcr costs of
opcratioas  is dcpcmicat on cstablishinf,  a
s u i t e  o f  standard scrviccs that  pro+jccts

can USC, ‘1’hc ability to have standard
mcthocis  of collltll~lllicatiolls,  the ability to
have staadatxl  ways of obtaiaiap,  cross
sapport  arc all imporlant  for the cost
lcclaction  aad efficiency goals to bc met,
‘J’hc Ivork that the (;{;S1)S  aacl 1S0 S(113
arc doing), is csscatial  to our lonp, t e rm
SLICCCSS,  and SOMO strongt) suppor(s
these activities. ‘1’hc  s t a n d a r d s  \vork

comes under the purview of the NASA
I)ata Scwiccs Maaagcr, and the
programmatic responsibility for these
activities, across the a.gcncy,  has bcca
assip,ncd  t o  .lP],. ‘J’his  is a specific
mamplc of a fuactioa  moving, from the
NASA 1 lcaclc]aartcrs Office of Space
(omtntlnicatioas  to a [:cntcr.

cl ‘IIG ]1’ut arc

l;uncling,  for Space Scicncc will coatinuc
to bc unclcl  cxtrcmc pressure ia the face
of hip,h priority national goals such as
balancing the bud~ct,  providing health
cat-c fol- our lctirinp,  i n d i v i d u a l s ,  and
lcduciap,  taxes. l’hc task of rcstractut-iag
our approach to opct-ations  is crucial to
cnab]inp,  a continued agy,rcssivc  space
program, NASA must bccomc more
c~cicmt, Iovw t h e  c o s t s  o f  o p e r a t i o n s

ald conccatratc OLII- civil scrvicc staff on
rcscarc.b  and dcvclopmcnt. Through  these
efforts, NASA ~vill enable tnorc cost
cffcctivc approaches to cxploriag  the
universe while turning ovct- the routiac
opcratiom  to industry.

our challcngc is to do this in a way that
maialaills  our cummt  support to flight
plojccts, ]vhilc changinp, NASA’s
approach to Space Opcratioas,  “1’hroup,h
tbcsc cffor[s  NASA will  enable ncw
missions to cxp]orc  the Uaivcrsc,


